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Re suit a of Tee® Exercises on the 
First Two Days in Residence 



r \ ^ *1 4 

one dealt with "Midcsreerist 


Two team exercises were co^du««c>u, 

Obstacles," and the other dealt with » Agency Problems." 
of each were stated in the Course Schedule. 


STATINTL 


The purposes 


Following is an unedited summary of the results of teas deliberations 
in each of the exercises. Basically, the teams were asked to formulate 
their own statements of the problems, and then to develop their sugges- 
tions for solutions, or approaches to solutions. These are reproduced 
here in note form as received from the various teams. 


Kidcaroerlst Obstacles 

Problem 1* Concentration by individuals on day-to-day duties causes them 
to lose sight of overall objectives. 

Response* Office of Training should arrange more seminars, guest speaker 
programs, etc. to spread the word of what the Agency’s overall ob- 
jectives are. Second-iiand information is sometimes ... (the 
remainder is missing). 

Make certain that people get into the best possible Job slots con- 
sistent with their talmts. For example, establish in DD/O a pro- 
fessional desk officer corps and a professional operational dfficer 
corps. Throughout the Agency make higher slots availabl e t o the 
competent senior analysts who are not cut out to be supervisors 
but who now must underline management chores in order to get the 
higher grades. 


Problem 2* How should the career service make known to marginal employees 
their shortcomings and lack of performance early enough in their 
career to allow the person to adopt career alternatives? How can 
and when should the Ag-mcy begin identifying these marginal em- 
ployees? 

Response* The first line supervisor should have the pits to tell the 
person he is in the wrong place and actually force the person into 
something else. Too often he is carried along getting a few grade 
promotions until he has been kept on so long that he has no chances 
for mobility left. Winds up hulling the organization and himself. 

Realistically carry out personnel programs such as that operating 
in T3D where the lowest 10$ are informaddthat they have one year 
to shape up or they will be eliminated. Conferences between 
supervisor and employee must be held as early on as possible and 
solutions proposed to alleviate the problems. 
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Alternative id oas j Establish an underachievers course for marginal 
types which would act something like remedial courses given 
in schools, with the thought that it could possibly "savo* 
a percentage of these types* 

Over the years OTH has probably been exposed only to Agency 
tt^ipyoaa who are doing reasonably wall in their careera— 
mdcareer Course, Advanced Intelligence Course. Senior Seminar, 
etc. It should prove beneficial to OTR and to those who are 
in course. 


Perceived obstacle (stated in the two following ways)* Meat steps 
are being taken to allow an employee to advance up the G3 
ladder (above GS-14) as a substantive specialist and not only 
as a manager/administrator? 


Promotional oeiling unless moved in managerial position. 

Response! 

I. Steps to increase opportunity for substantive specialist 
to advance beyond the OS-14 level. 

A. Crea te a * two-track" system which would provide the 
opportunity to rise within the substantive ranks to the 
GS-15 or (3-16 level, even in cases where administrators 
directing this work might be at a lower grade level. 

B. Bsdnee tho sise of the current mcnagcnwnt structure to 
pexdt allocation of higher grades in the area of shb- 
etaative specialists. 

Possibilities s 

1. Mala) the deputy division chiefs (or d e puty branch 
chiefs in larger organisations) a substantive Job, 
allocated with the understanding that the deputy 
is not in the line of managerial succession. 

2. Alternatively, create high-grade ^ special assistant 0 
slots available to exceptional analysts who are not 
inolined toward the administrative role. (Cu r r e ntly, 
such slots are used cither to provide lower grade 
levels identified as having "mcnagerial potential 0 
with exposure to division end office level usnogsmenty 
or, as a "holding position 0 for higher grade cs— munagoro 
with nowhere to go.) 
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' ®*®atica* Is it efficient from tho Agency 3 o point of view to insti- 
tute mandatory eg© £0 rotircmsnt? 

Raspcaso* Uoo Primary (reason?)— •Inefficiency created ty huhgora 
o. necessity for on-going Ag cncy® Production of individual 
affected® Do not create waves laitfa any new ideas® 

Other faetors/quQsticn change® 

1« Overall mandatory retirement age of 60® 

2. Voluntary earlier ago with no penalty— suggest 50 years with 
25 yoars sorvico® 50 years with 20 years service, incl udin g 
5 years overseas, with 10 yoars minimum Agency employment® 

3® Opportunities to return under contract® 

4o Hoed of differing requirements for various of floors . 

Differences* DEI— no overseas j DDO— with overseas® 

5® ED? is n factor, hawovor not considered voider rot i remsnt— 
organisations eliminating across board® 

6® Lengthening probationary period to better assess career 
potential of individual j one period suggested was 10 years® 


r Problems Bureaucratic inertia, togathar with overlapping charters 
creates a static situation. 

Responses There is indeed oiapire protection end there is seme 
justification to the charge that w© are nearsighted in our 
cbjoctivoso However, reorganization Is in progress and much 
Oi tho more meaningless overlapping is disappearing® MBQ 
is a form of viable solution and may, if kept in perspective, 
bo a real holp® Tio need to create a mors rf cross~fertilisecl n 
case officer® ®® tho generalized specialist or the specialised 
generalist, is recognised, osd the development scientist 
with A®B® appreciation and tho A®B® with scientific apprecia- 
tion, is in progress ® Tho penal felt that whord in tho EDI 
and tho DIG&f thoro erf.nts more overlapping, this waa a reason- 
ably sound check and balance® La conclusion, when it becomes 
necessary to novo or eolvo, wo will not sit and stow, but 
c.L-ord up, fight, and if absolutely necessary, kill® Sons 
care must, however, be used in moving too swiftly® ® .good 
programs have been destroyed for lack of a sufficiently 
vocal or literate defender* 


Problems How can the Agency recover tho spirit t&Mgency hod prior 
to the problems encountered in tho 1970 8 s? 

Responses Granted there may be a problem and it*o not just in the 
period of the 1970 ! s® The panel assumes the thorn and crux 
°J tfea Problems i 8 morale, esprit do corps, public relations 
stemming from (a) L’chloningor, (b) the Jtexo 8 72 RIF, end (c) 
the Fntc'rgato af tormth, The problem ©a soon by tho penal* 
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howovor, ,is not as black or gloony as the question seems to 
suggest. Morale isn’t all that bad. Granted, W3 took Holy 
TTows end tho like when we entered this Order, and to have a 
particularly distasteful Moneychanger enter tho temple only 
to dispense desecrations is painful, but ha's gone, and core 
cf tho changes that have ro suited are for the better. Another 
adjunct to the question may be "Is William Colby the right men 
for the job? 0 With but one or two exceptions, it appears 
wo are on track, many of tho changes that have bean created 
are going to solve some of the problems ve are al l complataiAg 
about. It is not simply a one-time policy, however . The 
changes will have to be continually refined. MBO is a damn 
good vehicle for this. As to RIF's, the panel would bo happy 
to start a list, not a short one, either, if the Juno *74 
retirements are going to be insufficient and we need to do 
t-hte again. The point is, ve have to do it continuously — 
not allowing a cm tbobb trapped with 4 oollego-aged children 
at ago 55, or whatever. Far earlier in a career, determinations 
must be made. Thbotimes have changed, also. The world isn’t 
as f illed with clarity— doubts are more prevalent. Morale 
is relevant to our times, and today cannot be compared with 
CSS. It is not that bad, and those who will make it better 
are us. By being responsive and insistent on our professional- 
ism competence. We still have a uniqueness. 


/ Peroeived obstacle* Management by Indirection Problem. Inck of 
personnel development, career guidance. Job assi@iment fre- 
quently more happenstance than the result of ary plan. A 
common feeling by individuals that they are drifting— the 
result is too often low morale. 


Response* Observation b on personnel guidance, career development, 
and job assignments. 

A. Key factor underlying all decisions: A frank evaluation 
of an individual’s performance and potential reflected 
to him in his fitness reports, particularly to give him 
an accurate idea of vhoro management sees him among his 
poors. 

B. To make the job descriptioas/letters of instruction against 
which performance is rated meaningful, the individual 
should have a review — or drafting— responsibility, with 
periodic updating. 

<v oroproEc often appear haphazard. 


ILLEGIB 
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Notes The following came from team members* note®, and presumably 
was in response to tho previously stated obstacle (on p e 4)> 
but apparently became physically detached from the material 
on p, 4a 

It is unreal to offer an excuse that the Individual "cannot 
be spared" from the office* 

C. (see p, 4) 

3* A planned program of training for those showing managerial 
potential; a separate program of training to enhance the 
capabilities of the individual in this specialty 0 
4* Individual ought to have a means of actively seeking 
change within, or without, his organisation without 
tho stigma often attached to expressed or implied dis- 
satisfaction* Seek counsel without "making waves. 1 * 

Greater opportunity for rotational tours* 

Establishment of goals for the individual, with an 
attempt to structure job assignments to provide increased 
capabilities to achieve these goals* 

Got out of the pattern of being “frozen" into jobs* 


7 Perceived obstacles Fitness reports. 


Responses 

A, Open conce pt — The individual being rated should see the entire 
report* Rating officer's comments will be moderated eg a 
result* 

B» Ofirownt^ e-A specific section should be included In the 

report fora for a listing of “weak" skills or characteristics* 

G. Bate the -supervis or — Some system of feeding back to the 
supervisor how ho is seen and what are his strengths end 
weaknesses as seen by his subordinates* 

I).. £os it ion. .w ithi n grad a— Amon^ one's poors or grade level, 
cna°o position should be roveliledf as a minimum, down to 
which third of the total one ties been rated into* 

Ec. T rack__op tipn — Rather than force specialists into management, 
end at tho same time, lose the technical expertise, provide 
premium or professional pay with the neod for grade pro- 
motions eliminated* 

F« Probation/ tenure— Provide for early selection out — with 
tenura guaranteeing retirement after probation, 

G® Poor group evaluati on — SomohowS 
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Perceived obstacles Inefficiency and poor caranunlcaticGi, duo to 
physical separation of building's. 

Response t Obvious solution (getting everybody into the sera buMding) 
is not possible for many reasons. Still doesn't solve tho 
problem, since bui ldin gs would be too big, and there is still 
Iho problem of interagency communication. Therefore, simply 
Eaxindae whatever possibilities there are for commo. (See 
the following two perceived obstacles end responses). 


^ Perceived obstacle* Limited opportunities for informal communication. 

Response* Informal commo a function of people and offices. It's 
very good some places and poo* elsewhere. Start by training 
people to "use* informal system from their first day. Make 
euporvisors know that they are responsible for helping their 
employees to grow and develop within the Agency. 


/ 1 Porcalved obstacle* Compartmentali sat i cn stifling commo between 
canpQoentfes 

Response* Conpartmentallzation and commo obstacles are overcome 
by competent professionals. Every supervisor must promote 
broad exposure for their people end themselves. Absolutely 
a past for 12-14 grades. 

All this suggests that services of OTR be easily available to 
components c.s a neeno of getting "all interested parties 9 
together in a constructive environment to replace coDocncnts* 
dry briefings. 


( Perceived obstacle* Decisions made on actions for political reasons 
Instead of intelligence needs or technical feasibility. 

Responses We made a distinction between this t$ps of problem on 
tho personal level and on the Agency level. In the former 
co**e, we really are not talking about anything peculiar to 
but rather tho wry things are in all human institutions. 

There are times vhm tho individual will hove to have the 
fortitude to stand up and be counted, to bo a witness to the 
truth despite contrary pressure?* from his boss, who try have 
politic?.! reasons for wanting a certain slant given to a study 
or suggestion,, cr report. At tho Agency level, thore also have 
been end will continue to be occasions when CIA's estimates 
or reports do not Jibe with tho position of another government 
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STATINTL 


agency, tho Congress, or tho Presidents If we are going to 
deal with tho tough lames in the 'future, 'there ' will certainly ' 
be rioro cltmticns (such as we have had with Soviet idseil/v • 
cspcbilitioo, cr the barbing effect cn ITorth Vietnam) when cut 
findings -are politically unpalatable for come i^ortant percent 
or group, end the tendency will be for tho Agency to 'euffer 
eerie form of rotrifcuticn-* got, looking to the future, Clthi ' ■ 
principal contribution to American society coy well be to 
fulfill proporly and fearlessly its role as an objective end- 
informed otaorvor without a partisan ass to grind on raj or 
issues affecting the expenditure or saving of billions of 
dollars— -and possibly even our survival in tho nuclear ago® 

VJo also should bo prudent enough to avoid nsmocescssy confronts-* 
to, and wo shouM not pursue martyrdom, but rather, like 
{■■■■im, do everything wo can to sort cut issues end 
ciaH^^anvters until tho moment of truth arrives, end wo 
are forced to lay it, on the lino® 


/ v "" Perceived obstacles We have all been told different meanings of the 
ISLdearoor Course* Apparently different Directorates end 
divisions use the course for different purposes, Ifiat ehouM 
selection to Midcareer Course moan to us? . 

Responses Again, we found oursolvos making a basic distinctions between 
the intrinsic dividends of attending end participating .In the 
course, and the career implications of attendances Ue agreed 
that tho forraor benefits, which Involve broadening cf per- 
spective, as well as learning where tho Agency stands today, both 
in torsa of its missies and its structures a.ro really tho rent 
important, end are ave.ila.blo to each student, regardless cf 
each considerations as promotion, or the like® Eie career 
implications are better knoxn to each individual, who alcne 
can assess whore he stands, and where he is going bureaucratic- 
ally. Some bosses do think of this course in terms cf career 
development, tat there is no uniformity cn this matter by try 
moans* Only throe of the class (in a show of hands) had oven 
been told why thoy had been cent to Mi&earoer® Core, in fast, 
had boon told by their boss that they should not think cf then- 
selves as members of en elite by their selestion to Kldearccro 
Shns, eo long as we do not delude ourselves into thinking 
that aero attendance is primary, and instead appreciate the 
fact that the benefits will bo mono intangible then concrete* 
and more related to what we put into it than to what we will 
• derive by passive attendance, Mldcarcor will be affective end 
vorthiihila * 
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Mc ncy problems 


rorcsivcd problem: Whnt can be done about the leaking of classified 
info to the press? 

Response: AH leaks soon to be politically motivated. An axe to 
grind, or money involved. It is not possible to control other 
agencies. The boot we can hope for is to set the record straight 
in come caeca by en unattribu table source. 


Perceived problem: (stated in two ways) How does the Agency maintain 
its objectivity under pressure from the Office of tho President 
to conform to Administration policy? 

How do we avoid the politicisation of the Agoncy? Do wo have 
a way to ensure that the Agency is never suckorcd into domestic 
political affaire? 

Response: A DCI with integrity is the only answer to maintaining 
objectivity. This would then inspire the people under him 
to point out problems. The DCI or DDCI (at least cno) ehould 
be a professional. If toe DCI is non-pro, tho DDCI ehould to 
a civilian pro, not necessarily military, and selected by CCU3. 
It would be best for the DCI to have direct access to tho 
President. 

Some typo of CIA quarterly professional journal — a type cf 
internal or unofficial journal to reach tho individual employee . 
about integrity* 

a. Congressional attitudes. 

b. crnJsln to crployooo on a general level current intelligence 
differences. 

Dae CIA employees as PR men by keeping them informed so they 
can inform others. 

Write a treatise of detailed description by a well known author 
to crolain tho importance of maintaining the integrity of the 
intelligence product in a political c. trenchers. in professional 
Jcurrrln to knowLedgeabLa (text missing). 

Produce a sterile version of political and economic CIA studies 
end make thorn available to Congress end public to get them 
aware of CIA product as finished intelligence. 
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^Perceived problem (stated In throe reacted ways) * Should a PE cam- 
O paign be directed primarily at tho Congress or the public? 

How can the Agency improve it 3 image before Congress and the 
public, end n logitimici!*e 9 (nie) its imago in the future? 

How would GIA inprova relations with Congress? Should CIA 
, try to direst come of its products to Congress as a s ampl e 
of our outstanding work*? 

Responsos Fosppnsi bilit y to r mbllc— Agency has no specific PR 

responsibilities to » grass roots 9 public • To attempt such a 
campaign viould probably result only in embsrassaeat or *t3orco tt 
image o Such things as appearing on Moot the Press would be 
detrimental. Contacts should be :Eiado to public through pro- 
fessional, social, and community organisations as well as 
recognising the responsibilities of ©aeh individual staff 
employee to others in the community cn a "cne-for-ono 5 * basis. 
Individual staff employees should become loss sensitive to 
personally directed dorogatoiy remarks# In most cases, those 
are made only in jest for "shock value.® 

M ^™gjMiit y- t . O-i?tmpre ns — It is felt that any attempt to 
influence Kiito HosssQpgrsomGl dining the remainder of the 
current administration would be of little or no value. The 
question was raised as to whether the image of the Agency in 
the eyes of Congress £3 really that bad# The best means cf 
maintaining a favorable image with Congress is via a superior 
end product# Perhaps more could be dene to selectively* release 
documents directly to Congress. However, it should be realised 
that Congress* a basic goal is veiy politically influenced— 
to achieve ro-oloction# The statement was made that the goal 
of the Agency is not necessarily to protect secrets, but to 
protect sources of information end related relationships. 

A good relationship with the press could bo enhanced through 
identifying a limited number of QTBpathotic newsmen. A single 
Agency parson such as Kr. Ihuersser is adequate to regulate ' 
press releases end related activities. 

Conclusion— PR could bo best defined as Professional Relations 
rnv.ior than Public Relations. Our performance and Imago is 
directly related to tho quality of product produced. Increased 
internal communication between Agency eomoonent^sis as much 
or more needed as is external public relations to tho general 
American public. 



Porcoivod problems Increased coordination of reports with other 
Ess&ora cf tho 10 makes for a. watered-down product. (Other 
members of tho IG have vested interests, such as caning a 
Soviet SAM an ABM to justify budgot appropriations.) 


Responses Lot each group submit their estimate and supporting data. 
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Rooponse (coat.) Closer combination (aic) of the intelligence 
community. 

RCI assumes in reality his central position. 


£ Perceived problem* Will MB0 cause a continuation of the *nuiribars 

game* rather than bringing about an improvement in the quality 
cf our product? 

Response* Probabl y remain the same. Starting with Colby and filtering 
dorm, the e mphasl q should be on qu ality , Honesty with gnrpal <y>q. 
r^l^ting obj octlro s (realistic). KB0 is juet a monagnm^nt *"* 
technique * can bo misused, * ”* 


C> Porceived problem* How can the Agency become more of a working unit? 
For instance, the analyst vis-a-vis the operations he reports, 
DD3&T vis-a-vis DDO? 

Response* The need-to-know principle is over-emphasised. This is 
part of the fragmentation problem in the Agency. To do your 
job wo need people to understand the problems from beginning 
to end. Allay fears that one's Job is going to bo pre-empted. 
Sto^protacting empiros by Special Access eocurity . Thoro 
ILLEGIB James Bond in Agency personnel. 


7 Perceived problem* Is the CIA intelligence product relevant, timely, 
end satisfactory for the 1970's? 

Response* Is relevant, bat changes must continue to become more eo 
end changos with needs change (sic). (Presumably, this moans 
to say that the product must change with changing needs.) 
Agency must move to predicting the Intelligence needs of 
hati.cn end not only reacting to cituitdin. World rcdols need 
to bcccara a largo:? part of our methodology. Intelligence Is 
too £rcf"ecnted end is not integrated to lorn a cehosivo model 
fer prcdictivo purposes. 


^ Percoivcd problem* The Agency has been too occupied with military 
Intelligence (counting missiles); how can it oltor this 
eituaticnir 

Roepcncos Group does not have background to know what areas arc 
being (tost missing) . 
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/ <s> Perceived problems How can the DEO ehanga in the near end intermed- 
iate future to satisfy the more stringent requirements being 
placed upon it? 

Responeos Jho changes themselves will be dictated by the requirements s 
a® Fewer pooplo® 
fo® Sharper focus of targeting® 

Co Froador u so of case officers ® 

do fetter understanding of areas and political dynamics » 


U 


STATINTL 


Porooivcd problem (otatod In throe related ways) s A major concern 
of students. Capital Hill, end academic liberals* is that the 
Agency will become cn internal security agency* Cot era these 
ccacoms bo alloyed? 

Hhat kind of image ekouffdwo try to project in a public relations 

campaign? • 

Hot con GXA build a domestic constituency? 

Responses j^ ncluglp nfwAll agree there io a need for building a 
positive, c’SS'iSractivo imago of the Agency® |Je seem to bo 
in trouble with the Administration, the press, and perhaps, 
the people® Go ongoing effort of Kr® Colby end ethers to 
woo Congress is a laudable cno end should bo continued® 

Public education— a grass-roots campaign to explain why tho 
Agency exists end what its objectives era® 

Attempt to crmalgn within the Agency « l!o hero come H jWSI 
prerycotivo eyohccr.m for the Agency if they bo co motivated© 


Perhaps a fern— or r,t least cno-- troll— known end respected member 
cf tho public media who is willing end eblo to 'take tptho 
chelicnyj of being a spokesmen for thy Agency vis-a-vis tho 
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